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. « « The 30th Meeting of the CIA Career Service Board convened at
4:00 p.m., on Thursday, 6 May 1954, in the DCI Conference Room, Administration

Building, with Mr. Lyman B. Kirkpatrick presiding « . »

MR, kIR!CPA_TRICK: Shell we come to order?

The firet item on the agenda is the minutes of the 29th Meeting. Are
there any corrections or changes desired? Hearing none, they stand approved as
read.

MR. BAIRD: I would be interested to know whether the Task Force got
the kind of guidance from paragraph 3 that they wanted and needed. It's too
ved I wasn't on the Task Force.

25X1A%9a MR. I : They postponed action enywey.
25X1A9a M. [Jl: Tbere are five polnts in there which if approved by the
Board here would stand as the guidance of the Task Force.
25X1A9%a VR, I There are five points in there - try and find them. Is
that right? (Leughter)
25X1A9%a VR, ]Il Ve spent three days trying to £ind the points in the
transeript.

MR. KIRKPATRICK: I essume the minutes are accepted as read, so if
anybody disagrees with the instructions to the Task Force they are Qut of order.

Item 2, report of the Screening Committee on candidates for the Army,

Navy end Alr War Colleges.
MR, BAIRD: The Screening Committee met - as I think you will remember,

25X1A9%a

you delegated the authority to the Board,did Yyou not? The Screening Committeze5x1A9
a

25X1A9a pad s slightly different composition: Mr. [N represented I
25X1A92 | erq George Meloon represented Mr. Reynolds, but NN

25X1A% | oo I vere oo the old board. We recommend for the Directorts
25X1A%  gpprover . 0ot Nevel Wer College; NN rT, a0 25X1A9a
25X1A% SN, OFR, for the Army Wer College; I oTR 2OX1AQe
25X1A9%a for the Alr War College. And Mr. I o ONE to be the slternate for any

one of the three where there might be & vacancy, if he is willing to go, to both

the Army or the Navy, &8s well as Air, which he aLsked for.

MR, KIRKPATRICK: Gentlemen, you hsve heard the selections. Any
comments? They stand as submitted.
25X1A9a R, JIIE: Does this require the Director's approval?

MR. BAIRD: Yes.

25X1A9a R. I Ve vil} prepare & memorandum from you (indicating Mr.
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Kirkpatrick) to the Director, then.

25X1A9%a vr. IR

..

I am sure the Director will 100k at it with a large stare
in his eye end say, "What do I do? Sign 167"
MR. KIRKPATRICK: That is ebout the only elternative he has. (Laughter)
25X1A9a MR. - 8o can't we save him that? The poor guy gets such a mass
of peper.
MR, KIRKPATRICK: I Jjust signed the Advanced Management Program'at
the Graduate School, Harvard University. If we could get the TD/A to allow the
Director not to sign, it would be all right.

MR. WHITE: This is not a DD/A probleﬁl. T think this was considered,
I'm not sure by whom, and it was decided - I don®t know whether by General Smith -
thet in the case of the major defense schools such as the Netional War College
and these, that the Director would sign them. 1 have no feeling on it.

MR, KIRKPATRICK: Why don't we raige that question at the Director's

meeting tomorrow morning and see.
25X1A9a WR. [ It wowld only teke a half minute and would get it off
his platter.

MR, WHITE: I think the Agency Regulations require thet.

25X1A9a wR. i Tois ves bumenity ooly.
MR. KIRKPATRICK: We don't reslly give him much choice in the matter.
We simply say the Career gervice Board has selected these individuals, and give
him & place to write his name.
25X1A%a MR, _: You might just as well get a lot of blank signatures
from him and use them.
25X1A9%9a MR, -: I hed no particular reason for it.

MR, KIRKPATRICK: Item 3 on the agenda is the survey of opinion
25X1A9a regarding the career service. Mr. B sou bed some comments on that?
25X1A9a &, l: This ves en impromptu sctivity which I undertook with-

out prior authorization or guidance. On the occasion of speeking to the BIC,
¢s, which I do each session, it occurred to me that since the Board was
struggling with the problem of this mid-June Jamboree, that it might be & good
idea if I could get oplnlons from a representative group of professional
employees as to what policies they believed needed clarification, whether they
understood what was going on, whet they thought of it, and whether the proposed
June meeting was a good ides or not. I was amazed to f£ind--if you will look

at Pert III, which is the hth pege here, lower left-hand corner--that either
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we have got an awfully good thing or else I am an unbelievabla\r good salesmen,
because there is a 100 percent agreement by the 75 people that the proposed
career service and the way of ecquiring it, is a good thing for the Agency. There
was only one caveat by one correspondent or respondent, or whatever you call
these people technically, who said, "It may be a good thing for the Agency but
would it be & good thing for the individusli" I think that is & very good
question. But thai was the only Ufree-wheeling" question, as I call it. As you
cen see from this questionaire, they had an opportunity to meke eny suggestions
they wished.

Now the point I would like to ask guidence on from the Board is, since
this survey was conducted in the BIC course, clgndestine services, which meant
that 74 percent of the 75 people, namely, 56, are from the DD/P area, with only
a scattered representation from the other sides of the house, would the Board
like' to have & simllar survey conducted along exactly the same principles in the
two BIC courses which are now golng on in the DD/TI area? There are two in
progress nnw, and the same presentation and the seme survey could be conducted
with sbout 50 persons in the DD/I area. We would then be able to find out, on a
sampling basis, whether the views and opinions, on a working level in the Agency,
whethei the two sides were comparsble, were different, or what thé differences
were, That could be done.

MR, KIRKPATRICK: Is it really necessary to conduct any more of these
surveys? It was my impression in reading this that this contained almost the
seme moteriel thet the Junior Officers told us, that the Womens Panel told us,
and that most of us know, and it's sort of a Gallup poll of the things that have
come out of the files of my office. And I don't think we are going to get any
further. We know most of these things. I think we have a very clear indication
of the trend of pu_blic opinion iﬁ the Agency on the subject of career service.
8o I Just don't see what advantage it would be, unless you think it's a high
morale factor for the people teking the courses.

25X1A%a . BB 1It's ot to be adverse, I think.

MR. KIRKPATRICK: I think we can reach the saturation point in asking

people what to do.

25X1A%a yz. I The one thing we don't know is what the reaction from
the DD/I would be to the career service, which I presume we are going to discuss
in a few minutes, and I don't belleve we know that.

MR, KIRKPATRICK: I think this is fine, but I'd let it ride here.

-3 -
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25X1A9a R, J: Sort of after the fact.
MR, KIRKPATRICK: Rud, if you will, lock at pege 7. Have you referred
No. 41 to Colonel Edwards or Dr. Tietjen? Page 7, at the top. (Leughter)
Ttem 4 on the agenda is the proposed Regulation, "The Career Service
of the Central Intelligence Agency." The Task Force on CIA Cereer Service is

herewith assenbled to answer any questions.

25X1A9%a MR. -: Are we ready to roll?
25X1A9a v, KIRkPATRICK: Yes, [N
25X1A9a

vg. I} ALl right, under 2.a., then, (reading) "....who accept an
enduring obligation to devote themselves to the needs of the intelligence sexrvice
of the U. S. Government...." I assume there the reference to "the intelligence
sexrvice of the U. S. Government" epplies to the Central Intelligence Agency and
is synonymous with it, but it seems to me that it couid equally be read that it
applied to G-2 or the intelligence section of State or AEC, or something of that
kind, and consequently might be misresd in a document which epplied solely to
carecer service in CIA. So I was wondering 1f the language couldn't be tightened
up there?

MR. KIRKPATRICK: Yes, and I also question the word Yenduring". I
think it is a little superfluocus and trite. Simply say "accept an obligation
to devote themselvese.. " I think the implication of it being continuous is
very correct and clear throughout, the obligation to devote themselves to the
needs of the Central Intelligence Agency end who have the expectency of a career
in the CIA.

25X1A9a e, JE: Hov 4id thet go, Kirk?

MR. KIRKPATRICK: "....to devote themselves to the needs of the Central
Intelligence Agency and who have the expectancy of a career in the CIA."

MR. BAIRD: Mr. Chairman, it may save gome time if somebody could
point out that part of this paper which hasn't already been spproved by this
Career Service Board. I know we have s deadline to meet, but it seems to me thie
is the same form that we approved once before.

MR. KIRKPATRICK: I think this is the firet time, Matt, it has ever
been put in Regulation form.

25X1A%a & [N Tet ie correct. There is no change in content but the
form is a Regulation form rether than a Staff Study form.

MR, BAIRD: I Jjust thought we spent so damn much time on this subject

over many meetings, and I kriow that the Task Force has spent months on it. I

- b -
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hoped we wouldn't have to go through it all over again and justify something we
had already approved.
MR, KIRKPATRICK: I thlnk the way to handle it today is to allow every
Board member to comment on any items he has on the Regulation itself, rather
than trying to go through it paragraph by paragraph. Is that agreeable to one
and all?
Dick, do you have any other comments?
25X1A9a MR. il Yes, I wanted to ask a question. It isn't clear to me on
the second page under d.(1) what the significance of the date of 18 Septenmber
1947 is.
25X1A _ _ That is the date following Mr. Forrestal's taking of the
oath of office, which technicelly is the legal date of the beginning of CIA.
MR, KIRKPATRICK: Why did it depend bn Mr. Forrestal's assuming office?
Is that the day this Agency officially became an Agency?
25X1A9a 'R, B Thet is the official date that CIA began.
MR, KIRKPATRICK: I think this battle has been fought before. As I
recall this came up when they started the tenure program and was fought down to
a bloody drew, that officially CIA didn't begin until 18 gSeptember l91+7, end there-
fore, regerdless of what your antecedents or precedents or ancestors were, CIA
service counts only from that date.
25X1A9a MR. R Thet is in the Agency Regulations on the longevity
program.
25X1A9a MR. - I was just curious about it.
MR. KIRKPATRICK: Does anybody strenuously object to having it start
then? Okay, what other points do you have, Dick?
25X1A9a 'R, JJlll: vuy not have the Regulation simply sey, parenthetically,
that the official origin of CIA is as of this date, because probably other
people don't know this official date.
25X1A9a MR, - The official date of the beginning of CIA.
MR, KIRKPATRICK: Thet might lend clarity, John.
25X1A9a MR, [JJll: Page 6 in sbout the middle of the page - what was the
reagon for that? (Reading)"....will eppropriately represent the seversl Agency
components and ﬁo examiner will be selected from a component having operational
or carcer Jurisdiction over the individual." In other words, what was the
veason for keeping off the Panel an individual who would have a greater knowledge

of the candidate than the other people sitting? It seems to me one of the

-5 -
Approved For Release 2001/04/0%E€ﬁ1RDP80-01 826R000600110007-1



Approved For Releases2001/04/05 : CIA-EBrDP80-01826R0006001 10007-1
SECRET,

great problems in the Agency is trying to mske decisions asbout what should
heppen to people you never heard of or heard of only on the basls of the form,
end it's daxn difficult, is all I can say.

MR. KIRKPATRICK: Does any member of the Task Force want to speak to
that point?

25X1A9%a MR. - I think it wes purely to assure objectivity, at this
stege., I don't feel too strongly either way.

MR, KIRKPATRICK: I feel the same way Dick does, that so often we are
considering individuals who are simply nemes and personnel forms, and if scme-
body from his own office is present on the Panel it seems to me that would be
helpful rather than g hindrance. And 1f there is going to be a lack of objectivity -
it would probably be a five to one \;ote - or whatever number the Panel was - if
he was pressing something illogically.

25X1A%  r. EEEEM: Perticularly in view of the point that wes decided st
our last meeting, that these people would go back to that office, and therefore
should have some say in that decision.
25X1A9a v, B cowlan't we just eliminate the last part of that sentence?

MR, KIRKPATRICK: End it after the word "components". Is there any

o‘q;jection to that?

25X1A%a DR, - I'd 1ike to toss in just one comment, that in one
experiment we did the Boards that did not know Phe individual did the better job
of rating than when they haed all the information gbout him and some knew him,

MR. KIRKPATRICK: I don't think this would slter that in any sense.
You would have only one individuel who would have immediate knowledge.

25X1A9a oR. [ But thet individuel has a subjective influence on all
the others., He knows him end the others don't, and when we know others don't
know him we tend to push our views. The office is represented in the sense that
the supervisor can be called before the Board for testimony. My own preference
is thet you would get a better result if you followed the Regulation as written.
25X1A%a )R, S I egree with that.

MR. BAIRD: This is certainly one of the points that we agreed on
before, although it may not have been in Regulation form.

MR, KIRKPATRICK: How does the Board feel?

Red, what are your views on that?

MR, WHITE: Well, I haven't eny strong views elther way, but I had

felt that the man's applicetion would be endorsed by his component, and that

. -6 -
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his component would certainly, either in writing or orally, sppear on his be-
half if they were sponsoring him, so that the committee would have the full
views of the office from which he came and to which he probably would return.

25X1A%a I think Dr._ point is a very valid one and that the views of the
office are certasinly taeken into consideration, and obviously if you have a
member of the office sitting on the Panel you would alreedy have one vote to
take the man into the career service, so that you really stert out with one vote
to take him in before you even get started.

25X1A%a MR. -: Not necessarily, unless these people are to be instructed
representatives of thelr components.

MR. KIRKPATRICK: It seems to me we are talking about two different
things. I think in any case when an individual is nominated his office will
either make an oral or written presentation, but should that also exclude the
office from being represented on the Panel?

MR, BAIRD: As & voting member of the Panel.

- MR. WHITE: I think theoretica.lly,. Kirk, you are probably right, but

practically, a Panel member is not going to go out of his way to vote against
e recommendation which his Deputy Director or Assistant Director has made.
25X1A9a WR. [ There is a consideration here that these people are not
being accepted or sbetted or approved for e perticular office but they are being
inferviewed for the purpose of becoming a member of the CIA career service, vhich
is an Agency-wide problem. There is no question of going to any other office.
They are becoming members of the career service right from end within and as of .
the office to which presently they belong.
25X1A9a ). [ Presurebly hov meny members will be on the Panel?
25X1A9a WR. I Toree.

MR, WHITE: For my personal preference in the DD/A area I would Jjust
as soon meke my recommendation and sbide by the decision of a completely in-
dependent Panel. That is my personal view.

25X1A%9a MR, -: On s five or six man Penel a representative of the
~ interested office would be all right, but if it's only a three man Papel--
25X1A%a MR. -: Of course, the man is being interviewed by the Panel,
and the men sppesrs and the Panel interviews him and interrogates him, end the
supervisor also appears if he wants to or if the Panel wants him to sppear.
MR, [ Thet ien't made clear hexe.

MR. KIRKPATRICK: How does the Bosrd feel? Richard, do you still

25X1A9a

-7 -
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feel this clause should come out?
25X1A9a R, il es; for this reason: I submit that even though this is
all the Central Intelligence Agency anybody would sgree that the functions
thet are perfbrmed by individuals here, even though they are brought in on &
career service basis, cover the whole spectrum., There are very few people in
8 very good position to know enough sbout what some other part of the shop does,
' to meke a decent judgment sbout a fellow's ability for it. As far as the
clandestine services are concerned, 1t doesn't do a darn bit of good to pick
& guy that looks just fine and dandy from every standpoint except that he would
never be able to lie or to cheat or to steal, or something of that kind. I
don't mean to over-simplify this but I do think it hes & great deal of valldity
to have somebody who has to work with these types and who gets a little bit of
a feel of the kind of & guy you want to meke a determination sbout, which doesn't
mean thet en extremely good Panel couldn't make the determination for us, but
until everybody has been rotated into every office I think we are somewhat in
the predicament of having to specialize & little bit.
MR. KIRKPATRICK: Of course, by removing this clause you don't insure
thet you will have a representatlive on the Panel.
25X1A9a . T realize toat.
MR. KIRKPATRICK: You simply insure thet you will not be precluded
from that.
25X1A9a . i 1t vy vork out that I mey be wwong, but I didn't want
anything in there banning it.
MR, WHITE: I hadn't really thought of the DD/A area as & whole being
a career component., I mean, that is a pretty big area to exclude, I edmit.
25X1A9%a W, [l]l Tis does not meen excluding the DD/A area, and it
doesn't mean the DD/P ares either. If a man is from FI it doesn't mean there .
couldn't be a PP man on the Penel. PP doesn't have Jurisdiction over FI.
25X1A9a MR. - Then we heve a semantical problem.
MR. KIRKPATRICK: I agree with Dick. What are components? Is the
DD/A area & component, or every staff and division? And who are the "major
components" of the Agency? That still baffles me.
25X1A9a MR. - As I understend it, from the Regulations Control Staff
point of view, the major components of the Agency are the six components and
the others are operating, jurisdictionel or cereer conponents. But when you

are talking sbout the DD/P, DD/I, DD/A, Commo, Personnel and Training, the term

-8 -
Approved For Release 2001/04/05 SE& P80-01826R000600110007-1



Approved For Releas# 2001/04/05 SEtARRPP80-01 826®H00600110007-1

is "major components."
25X1A9a MR, [JJl: Ve reed Vcareer" here.
MR. KIRKPATRICK: You are putting apples and oranges together there.
You have three Deputy Directors with large numbers under them, and three independ-
ent offices with proportionstely smaller mumbers, and to put them all together
in the seme basket I think is & terrible misteke, semantically or in any other
gense of the word.
25X1A9a . [l Sevy "exeminers will be chosen in a manner that will be
sppropristely representative of Agency interests." Then we can divide and sub-

divide as we see fit st the time.

MR, KIRKPATRICK: I think that is sn excellent compromise.

25X1A9a MR, What was that again?
MR. ners will be chosen in a menner that will be
appropriately representative of Agency interests.
MR, KIRKPATRICK: Thank you.
Do you have any other points?
25X1A%9a MR, - Yes, my last one. Perhaps I don't recollect properly on
this, but I remember our discussing PER's and various selection forms, and so
forth, at one of our meetings not very long ago, and it waes my recollection
that we decided that we had too demn many forms around here as it was, and that
we ought to settle on one which would suit ell requirements. I'd like to refer
to that and say that if the PER vas presently constituted doesn't gatisfy the
requirement of caereer selection, that a couple of paragraphs ought to be added
to it so that it can be used for this purpose, and not introduce into this
already paper-heavy Agency one other form to be filled out.
MR. KIRKPATRICK: I agree.
25X1A9%a 'R. [ Povesreph 4 of the Task Force's transmitial covers that
point.
MR. KIRKPATRICK: I know, but I still agree with Dick.
25X1A9a v, JIl so do I, but we have nine months in which to do it.
25X1A9a MR. BATRD: Do I gather from you (indicating M. [ teet you would
prefer to go back to the PER and meke it the basis of the one form, or do you
mean that we teke this Career Selection Report, which in my humble opinion is
a damn sight better, and insert in that whatever is required to do the job of
s PER as well?

25X1A9a R, [} 1ett, I didn't plup in favor of either one. I Just
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plumped in favor of ONE form, whichever the experts think is the better form.

MR. KIRKPATRICK: Does anybody disegree with having ONE form?

25X1A%9a MR, BAIRD: I'd like to ask Dr. N to speak on this. He is

25X1A9%a

25X1A9a
25X1A9a

25X1A9%9a

the suthor of this form and he must have some reason for wanting this one rather
than another one.

W, i I cwst sey that as e rater, in looking at this form I like
it better than the PER because it supplies the adjectives and helps to simplify
the problem. I am absolutely convinced - and I sat at this teble with everybody
who decided on that PER after we had heard from all the experts and it did look
like a darn good form, but I swear to God when we put it into practice to actually
work with it, it turned out to be a very difficult form to work with. And I
noticed in the first rating period the ones I passed on that were made out by
others, that we immediately started off with our worst feature, and thet is,
everybody sterted with a different point of view, There were those who had the
word "outstanding" in the first parsgreph every time, and 1f you attempted to
use a more moderate adjective they said, "This is what the Army does, and you've
sold me down the river." So it may be this type of form is probsbly the answer
to this painful problem, where you set down the sdjectives and just check them
off,

wR. : Tris is & much better form.

MR. KIRKPATRICK: Dr. B o you vant to speek on the subject
of forms?

DR. -: I should like to start out by saying that the one thing
we can depend on in the rating field 1s the disagreement and the controversial
and the sensitive nature of the evalustion problems. Now I might say that the
use of the form we propose will not seem as good after you have used it as it
does now.

The second point about these ratings is that any system that you use
does not provide half as much information as one would like to get. There are
& number of reasons for this. The first one 1s that people don't like to rate,
and the attitude of the rater is a highly significant matter to take care of in
this. Secondly, our policies with reference to how rating procedures and forms
are hendled generally work to defeat the purpose 6f the form. For one thing,
there are too many people who get to know what is in them. People get to feel
there are many too meny arbitrary actions taken in the preparation of the form.

So the policies on how they are going to be used and the people that can see

=10 -
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them and use them legitimately, have to be fairly well determined. If some of
those policies are correct the attitude of the rater may change and then almost
sny form might work.

The third thing that my own experience has brought me is that most
reting forms meke the error of trying to do too many things. Now I am in hearty
agreement that we do not went too many pleces of peper, and we don't went too
meny pleces simultaneously, particularly, but I am of the opinion that if we
quit trying to shoot at all of our personnel problems with a single piece of
paper and have pieces that are aimed epecifically to get information that you
want for a specified purpose, wh:y.ch might meen you would hsve ten persomnel forms
or rating forms in the Agency, used at different points in the individual's
career as CIA's interests in him change. Now ﬁhen g man first comes aboard
what you are interested in finding out is, 1s he good enough to keep? So the
first thing you go after is an evaluative form. If you combine that with the
type of personnel form which is aimed at helping the supervisor deel with this
individual you introduce incompatible elements, in my opinion, so that the
rater does neither job well. For example, from an evaluative point of view in
the DD/P we may have a case officer who gets the informatlon and he organizes
it perfectly and comes up with the correct action. That man may not be able to
add sufficiently well so you have to attach to him an administrative assistant
to keep his accounts clear. But he is worth it., From en evaluative point of
view you would rete him high on the scale, but from an assignment point of view
and supervisor point of view you would note the particular weakness. Now ask-
ing the supervisor to do those two things at the same time gets him wegivering
between two points of view, end in my opinion he doesn't do either job well. So
I would rather seperate ﬁhe evaluating job from other personnel i‘uncﬁions forms.
In my philosophy I would like to carry it still further, I would like to see a
reting system which changed throughout the individuslts career, depending on
what you wanted to know. First, you want to know ﬁether to keep him. Second,
you want to see whether he should be selected for this junior careexr development
program, It seems to me there is some information that might be included in
lster forms, in terms of that selection. Finally, after a man has been sboard
e long time and you know that you would never dismiss him from the Agency and
he has earned his keep, unless he commits some specific sin or specific act ‘
that you could teke care of by a specific letter or charge, and you are interested

in finding out where he can best be assigned, so you went all kinds of strengths
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and weaknesses that have nothing to do with whether he is going to be kept or
how good he is, but where he will serve the Agency best. I think that philosophy
is one of the ways by which we can improve our system. But I am quite confldent |
that if we repeat all of the errors of the past every time by trying to get

one plece of peper to do everything, we won't get the improvement we are look-
ing for. We may not get 1t my wey but I am demn certain we won't get it the
other way.

&, i vev T sveak evout this? I don't bave any question that
technically and professionally, Dr. - you are sbsolutely right. But,
as a practical maetter, we have two related but separate considerations here.
Consideration one, which is a highly practical one, 1s that for several years we
didn't have any rating system in the Agency et all, We tried to reinstitute one
but there ere still lots of staff members in this Agency who have never hed any
rating forms made out on them in recent years. So we have to get this thing
sta.rtéd. again. In the DD/P we have the problem of rating people overseas as
well es in Weshington. The job of getting these forms out to - and all
the rest of the places, and getting them filled in end sent back on & contimuing
basls, is no mean problem, it's purely sdministrative but it's no mean problem
because in the practical aspects of 1ife it plain Just doesn't happen. As &
result, 1t seems to me our first job is to get our people rated, to get some '
1desa of who we've got, what kind of people they are , end so forth., Now maybe
five years from now we mey be selective sbout this, but we have a lot of catching
up to do and if we don't catch up with one simple form I submit the Station
Chief in a small station who has three guys working with him is going to come
up with something pretty silly indeed. Tf it was entirely a Washington problem
T would support you to the hilt, where you can g0 exound to the supervisor and
gay, "We went this kind of a report on Joe Blow", end, "We want this kind of a
report on Nelly Smith", and you can go vack snd check up on it, but as far as
the field is concerned it is an impossibility.

MR. KIRKPATRICK: And furthermore, I think it would be extremely unfair
to rate the Washington pecple on one form and the field people on enother form.
It has to be standard across-the-board. I think, Ed, you put the finger on it
when you said that rating people is a very unpopular task for supervisors. I
know, speaking for myself, I usually take it out of this folder and put it over
here in this folder, and procrastinate until finally my conscience gets the

vetter of me or Miss I comes eround and says , "Where are the PER's for
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your Staff?" Consequently, it seems to me that in this instance discretion is
the better pert of what we want to do, and I would recommend, seeing that we
heve a good form in the CSR - I would hete to see it tempered with at this
particuler stege to try and add other elements, because it would be like trying
to take a Swiss watch épart , and you would see the main spring go flying back
there in the draperies. So let's adopt the CSR and waive the PER pro tem, not
gbandon 1t but waive filling it out, snd get the CSR filled out.

MR. BAIRD: Herry, in the first three years would the CSR suffice for
your purposes?

MR. REYNOIDS: I don't know why not.

MR, BATRD: After the first three years i1f this form is no longer suit-
eble we could go to a better "PER", for the sake of terminology, so that we
would still never have more than one form for this particular purpose.

25X1A9a vR. I T vould like to waive the PER now for everybody.

MR, BAIRD: I tried to meet Dick's proposition that you don't have
two forms for the same person.

25X1A%9a MR, : Ve also don't want to send two forms for two different
kinds of people to the.same field station.
. MR. BATRD: So that would do for the first three years.
25X1A9%a MR, - - And also for the people over three years.

MR, KIRKPATRICK: In other words, whet I am saying, Matt, is let's
take the CSR and put it on a trial basis but let's adopt that as the standard
form across-the-board for everybody in the Agency to fill out, aend when, as and
if everybody in the Agency has one filled out, then let's reconsider if there
should be additional forms or other types of forms, and I am sure we won't
have to consider that this year.

MR, BAIRD: I was just afraid thet we would have two forms on the
game individusl.

25X1A%a yx. QI Then these will be filled out when the normal FER's
become due? '
25X1A% v, IIBE: 1et's say sterting 1 July we ebandon the PeR and go on
a CSR basis.
MR. KIRKPATRICK: Does anybody disegree?
25X1A%a \R. FEYNOIDS: I have no disagreement, but [ just pointed
out to me there is a mechanical gep unless some changes can be made to fit it
in so this can be used as a FER for those slready in the Agency who have been
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here for more than three years. As I understand it, this will be added to so
that it can be used as the PER.
MR, KIRKPATRICK: Relph, what is wrong with this? What doesn't it
have that the PER has?
25X1A
_This is a selection form. We don't need a selection
form for people who have been here longer than three years.

MR. KIRKPATRICK: Is the word "selection" bothering you?

25X1A9a M. l: Both the title ana--
25X1A9a MR. - Don't change this internally because, as you say, Kirk,
the spring will go charging up into the underbrush if you do.
25X1A%a MR, - Why don't we just change the title?
25X1A9a

DR. I The edoption of a single form is consistent, for
serving this particular purpose, is consistent with my own philosophy. I would
also urge that the Board consider the possibility of developing a merit rating
system which comes more nearly to meeting all the problems of the Agency than
this form does or was designed to do, because it was designed primerily to
get an evaluation of an individual for purposes of a specific kind of personnel

action.,

25X1A9a MR. _ But it is a much more valuable form for all purposes.
MR, BAIED: This may be better than the PER if we want something to
take the place of the PER, but for selectlon probably we can get a better one
than this.
25X1A92 MR, -: This is not & panacea for all our 1lls but it's better
than the PER as it stands now.
MR, KIRKPATRICK: How many of these forms were run off?
25X1A%a we. Il ¥ b2t e triel run of 500.
MR.- KIRKPATRICK: So if we change the title you are not going to throw
eway a lot of forms.
Now what other changes should be made in this?
25X1A%a MR. [ Yoy I sussest, before we sbsolutely sign off on this,
that you get the Task Force to look at this critically on exactly what changes

ghould be mede, and come back next week with 1t7
MR, WHITE: I would strongly endorse that. It seems to me that just

to expedite things we are about to adopt something without being sure this is

exactly what we want.
25X1A9a R, J: ve cen do this in a veek.
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MR. BAIRD: And the Regulations already exist on the PER.

MR. KIRKPATRICK: Then I would recommend the Task Force examine this
report toward the goal of coming back next week with the report amended so thet
it can be adopted as the one, stenderd form for general use » to be effective as
of July lst. And Just so we can clean it up all at once, were there any changes
necessary in the existing Regulstions to make that effective?

25X1A%a ¥R, [ ey I meke a trede with you on this, Kirk? That is
quite an underteking, because aside from this PER angle how about the Regulation?
In other words, 1s the Regulation okay aside from this eveluation aspect? Can
we settle that one?

MR. KIRKPATRICK: It was Dick's final point to raise the question of
the form. Now is there any other discussion of the form before we go on back
to the Regulation?

John, dc; you or Ted have any other points on the Regulation?

¥R [l oo the Regulation itselr--

25X1A9%a MR, HEBE: There is one point that[ N cslled me on, on 25X1A9a
staff agent end staff employee.

25X1A9%9a

25X1A9a MR. [ Vberever it says staff employee here simply have it read
"steff employee and staeff agent" - because a staff agent in the DD/P is just

& steff employee off in the boondocks.

MR, The Task Force can re-examine this.
25X1A%9a y
MR. You can sey "staff personnel",
MR. "Staff employee", from a legel point of view covers

"gtaff agent". The word "staff agent" is deliberately omitted here for
security reasons, so that if the Board wishes the clessification of this could
be downgraded so that 1t could have wider distribution and use. Isn't that

25X1A9a correct, John (indicating Mr. D ?

25X1A9a MR. Just so that would be clesr.
MR, They have to see something. They haven't seen anything

yet. I think maybe the use of the term "personnel" there, rather than "employee",
would do it.

25X1A9a vR. [ But "steff persomnel” is a new term and thet gets us
into technical problems. Everybody knows what a staff employee and staff agent
ig. Why not go back and include "staff agent" and classify it "SECRET"? That
is the only safe way to do it. "Staff personnel" ig not a technically defined

term in the Regulations, and consequently you get into another ares of uncertainty.
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Staff employee is.
It's inclusive, legally.

A staff sgent has everything a staff employee dces. Ve
do have two separste catezgories, but we are relying on that definition of “staff
agent” to give them this right.

25X1A9a =, [ Pcorie don't understend the legalities of things, and
when they read this they are going to say, “Well, I'm ocut egain.”
MR, XIRKPATRICK: Why isn't "staff persomnel™ correct?
25X1A9a . I Techoicslly there is no such thing.
MR, KIRKPATRICK: We could create it todsy. That would include staff
sgent and all perscopel.

25X1A9a . T rut stafr sgent back in is the simplest vay to do it.

¥R, KIREPATRICK: I think we are jousting with windmills.

25X1A9a  MB«
.

¥R.

Red, 4o you have sny comments?

MR, WHITE: BHo.

MR, KIRKPATRICK: Genel

25X1A% . [ I vorked very closely with the Task Force on this. The
pain mechanism of the exsmining panels, etc., doesn't go into effect until 1957.

MR, REYNOIDS: I bave some comments to make, Kirk, because I think
that it vouldn't be feir to the Agency if I didn't state that while I sm going
into this thing es AD/P with my eyes completely open, I am st & disadvantege
becauge I don't know what hes been in existence in the two years prior to =my
coming down here. I fully recognize, ss I feel sure you all do, that this is
eresting a group of first and second-class citizens, snd we know it. There it
1s, right there. I would like to point out what I believe and am afraid is going
to happen, and we would be prepared to fmce.

On page 2, the policy of a. here, we say (reading): "Personnel
selected for membership will be afforded, within the framework of applicable
laws, preferentisl considerstion or opportunity to advance their careers in the
CIA by utilising the benefits and facilities now and hereafter provided for
members of the Career Service including promotion, tenmure, training, rotation
or assignment, and other progrems designed to improve their value to the Agency.”
How I think we should take & lock at vhat the bemefits are and what the effect
will be when this becomes fully operstive. Now insurance is the same for both
first snd second-class citizens. That is all right. They can take anything
they went. Retivement is the same, depending upon such legislation as the
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Government mey pess. At the present time promotion is the same, but it won't
be - those who are not in the career service are probably going to sit in their
grade for & congidexebly longer time, end some of them will unguestionably
lewve.

¥R, KIPKPATRICK: But whowe fenmlt is that?

MR, REYNOIDS: Theirs, 1T they don't sign wp. I s not meking any
statement a8 to what is good ox bad, I am simply fesing certain facte which I
think we should all face.

MR, KIRKPATRICK: The only comwent I want to meke, Herry, is that
this particular suibject as to the effect that the establisiment of a cereer
service would have, based slong these lines, I would congervatively estimate has
been the subject of at lesst ten full Board discussious, going into ell of the
fectors, and as to the feeling of those vho weren't in the career service, etc.
The cbvious thing to my mind, particularly in this day end sge in Washington,
that this will mesn to pecple and that probebly will be a key factor in thelr
decision as to wbetber they sign the application or not, will be that should &
mnmwwmwmmwm-mm
which will not be hit until after the non-career service pecple hewve been hit.

MR, REVNOLDS: Kirk, thet is all true, but I wish you would bear with
ms for Tive mimutes so that I mey get off uy chest my own feelings on this 4T
:mmm:t,mxmmmm&.mmm
that I think are going to0 be very, very trcublescme,

mxmmmmmmu,mxm't,mzw
iike to mmke thepe statemeuts, if I may. When you come to temure snd reduction-
mmmmwmmmmmm.mmmm
mmmwmmmwm,wmmmummm
been here a long time, snd they are going to go right smack on their rights to
the Civil Bervice, and we are going to have some difficulty. JNHow we have to
face thet. When it comes to training it's sexvice for all in certain phages
of 1t, but in other phases only those career service pecple will get the type
of treining they cught to gat and possidly the others will be ignored. For
mn'ammmwmwmmmmm
assigents. Sow this hes all been faced, I realise it, but viat are ve going
to 40 with the say 20 percent who don't sign wp? If I vere one of thase 20
psreegt I would prepare to leeve the Agency. Yow can we afford to luse £0 percent
of these pecple? From the security stanipoint I telxed this over vitH NN
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to get his slant on it. The morsle factor crestes a security factor because
you bave discontented alwmi of the Agency stepping out. Now I Just wast you
all to reslize that I kmow all these things, and koow that we sre going to face
th%mmnmstummﬁmtmmBMcmaiuboefr&t
there 1p going to be trouble. ¥We are going to have it just ss sure as we are
sitting here, with & second-class group of pecple.

25X1A9a e, B You mentioned 20 percent. The best we have been eble
to sound out in the DD/I srea, I would be surprised if one percent failed to
sign up.

25X1A9a . i ¥hasessesat?

25X1A9a e, QR Vhen they're sitting quietly in Vashington they're not
particularly worried sbout going cversess.

25X1A9a ¥, [ T besx2 Sheldon and Amcry st meeting after meeting just
go up and down the wells on this issue. Somedody's wrong, thatsall, sbout the
state of mind in DD/I.

Mi, KIRKPATRICK: mmmmmweuimlloﬁyorm

personnel?
. personnel.
25X1A9a W= A
MR, It couldn't be.

MR. XIRKPATRICK: I would say between 20 end O percent.

25X1A% we. NS ot is vhy T wented to poll them snd find out vhat the

opinicn in the DD/I m,mmmm'tmmwemmwstm.
25X1A9a 2. I Tbere is caly one issue, Harry, vhen we face up to the
hard nat of this: Of all the people, whether it's five percent or twenty percent
afanyymmmtmmmm,xmwmmmmwmy,u
mmmammmmm,ummmwxm
overseas Guty or being moved elsevhere. I think that probably is the one
single iseue which would divide right down the middle. How Kirk and Rud and
mml,wmﬂy,mmmm,mmmmmh&iMM
wmm&mwnmeﬁwmmm%&mgﬁm. The
wum,umtou,umammle-nmmmmmm
be determined snd which we have tried to determine: We either strike out this
w-tm'xmmmmmn,mtmmmmm'-m
mwmmmmo{mmmmmmuﬂmemm
WMMWW;M,wmﬂemuhcﬂymmm

ﬂmmmmmmmm,mmmmmmmm.
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m:mmmmmmmsmmmﬂum
which of those alternatives ia proper. There are things to be ssid, certainly,
in favor of both. The guestion of the elite corps, vhich always comes up
when you divide people, no mstter how you 4ivide the blues snd the pinks or
the reds and the greens, it's an issue thet has been fought up and down. We
mallm.imt1tbutwﬁndmelveuferceﬂintoitbytbetmeafc&rm
stances. nmullhetmtmthemiaufthMawrﬁle,yw
mqomibmtyinthumur,thefwtthatywrwmtobemt&a,the
atfficulties that may beset the Agency, a Aifficult time for it in Washington,
wmmmﬁm.mmmam,nwmmwwmmiw
meagure of this issue of dissatisfaction, end mayde we would have to go back
‘boaltem&ivemtmImﬂbiomd-ldm’tkm-buteertaiﬂ&thisi‘sthe
mwmmum,mxmmmmmﬁm. But I
fosl myself that it is the point gt which the most senior pecple im the Ageocy
mwwmmdemmmm,mm,mmmmm
and face the issue.

MR. KIRKPATRICK: mt,mcmcheakmoathis,xthmkthisiaa
factusl statement, st the last three quarterly orientation courses where the
WW&,imﬁws,mmwmmW,lmw
mmmmummmmum,mtmummmobnmm
ummmumwmm&ummmm,mmmmy
Waiumututmmmm,mmmmm
m;mwm,mmltmtmmmmsmmmmimmﬁm
mmmpmmmwmwmmmmwmm
valusble, mwmmtmmmm;nmepw-mk,am@e
Wimwm,waﬂmemthmwm,mtm
were 1800 who heard that statement zede. Fot one ssid, "Mr. Kirkpetrick, I
dcn't like this®; or, "I'm golng to talk to Sevator MeCarthy™; or, "It sounds
1ike Russis"; or, "I'm going to quit.” Now if you told that to 18500 end not
mmmmt@mmww,mﬂmmmm&zmmr
if we aven't expanding this situation beyond its true meaning.

Mahhergoint!wﬂdlmtawummmlm'tm
Imnawembemmgwmumormmm‘w
mmmwmmm&nmsmmmmofmw.
x&mmitmmmmwunitamrnerneepmwun
m;mmtmwmmmmmmmmmrmm
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ic return, ani I think you would get a very strong Congressionsl reaction to
that, because the Congress itself put the obligations on the military services,
sud if you recall in discussing this one of the reasons we thought we would
put these oblipgations on thew curseives, is sinmply to forestall any possibility
of the Congress requiring them. Harry, we even discussed going so fer ss to
probibit persons from resigning, but as civilians you couldn't very well do
that, even though you could for the military services.

MR, REYNOLDS: I want to make myself perfectly clear on this. Naturally
I wouldn't be in this Job if my heert wasn't in 1%, I fully realize that the
career service progran is part of the gperation of a sound personuel program.
I sixply wanted you all to clearly understand that I recognize that these things
ey ocour and they mey be sericus, snd we cannot go into it with our heads in the
sand. I personally would like to have every person who epters on duty in the
Agency eign this paper. I think that is the two-way street part of it, and I
think it ought to be made o prerequisite to employment that you sign this paper.
I hope we are going to get to that.

MR, EIRKFATRICK: I do, too.

WR. VHEITE: One of the problems Harry is talking sbout, end vhich I
gaess everybody has been aware of, you may well find, when you face the show-
down, that your second-clase citigen in eome cases has more rights than your
firet-class citizen.

MR, KIREPATRICK: Sure, they are less restricted.

MR, WEITE: Becsuse of Veterans Freferemce or Civil Sexvice statue
or something else, and short of legislation you pay well face a case where
your second-class citizen hes move rights than your first-class citigen has.

MR. REYROLDB: With the recognition that I have glven you of my
feoling on this situation, there is one part of the paper which I think weakeng
my own position very much, if it isp't somewhst changed. That is under 5.a.,
the responsibilities of the AD/P. I think that ingtead of "The Assistant
Director for Personnel hes over-gll responaibllity for reviewing the effective-
Dess...." it should be that he divects the selection progrem, becsuse you mey
get caught in a situation like that which occurred sometime ago in o similsr
eircumstance where the AD/P was cut-voted by & Board, snd his entire authority
vas wipes out, and it hed to be taken to General Smith so the circumstances
could be checked. You see, these bosrds are going to vary, and you mey not
alvays get the people on these bosrds thst thorocughly understand the programm
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or the responsibilities of an officer in the position that the AD/P is in, in
this thing.

MR. KIRKPATRICK: Any views on this?

MR. BAIRD: ' It seems to me Harry has a good point there, because
somebody has to "direct", and if we have not spelled out who does direct I
think we should. It has been our understending right along thet the selection
program is part of the personnel policy which is directed by the Aseistant
Director for Personnel, and therefore I think thet part of it should also be
his responsibility.
25X1A9a MR, l: ZIsv't that covered by saying that the AD for Personnel

", ...will ensure that the program is administered...."

MR, WHITE: That covers it, certainly, to rrw mind. I think we all
look to the AD for Persomnel to direct it. But if that wording would make
Harry heppy it certeinly would be all right with me.

MR, REYNOIDS: I em thinking of an occasion - Dick brings up the
point gbout taking countless things to the Director. Now this is a case where
one of his asssistents should asecept this responsibility to straighten it out.

MR. KIRKPATRICK: Any disagreement on the sentence reading: 'The
Assistant Director for Personnel is responsible for directing the program
herein established"?

| Are there any comments on this?

25X1A9%a . MR - I have one further word - to be sure the Recording

Secretary amends Teb B in accordance with the change we made.
MR. KIRKPATRICK: Any other comments?

25X1A9% VR.JN I vented to comment briefly on an obligation that I
think we are all aware of, and which Bob Amory spoke about, that we have got
to use care in the education of our people in creating an understanding of
what we are talking about.

MR. KIRKPATRICK: There is no question about that.

25X1A% i, R Ve don't think we sre taking s great risk. We think
we will get a good compliance if it's properly understood.

MR. BAIRD: I feel that way, too. I think you are right in bring-
ing up these points. I don't think pecple need to be called "second-class"
citizens. Take the case of anybody who has & parent, a father or mother
they have to look after, and they c@'t move them - if the office concerned

with thet employee knows that that is the situation and that is the only
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barrier in the way of that person sigﬁing up for the career program that person
will get everything in the way of career benefits even though he or she may
not actuslly sign the statement. If the office handles its responsibilities,
and the supervisory chain of commend, what won't thet individusl get? If the
office takes care of that individusl he will be considered for promotions, and
he or she will have tenure. In all training requests there are mitigating
circumsbences which are taken into consideration; there are rules of guldance.
Rotation or assignment is the same way, except that the rotation within the
office is going to be determined by that office head who will know the reason
that the employee can't sign up for the caréer service is because he or she is
tied to Washington or Boston, or wherever it might be. That will have to be
handled properly, and I think your office hes that responsibility (indicating
Mr. Reynolds), to show them that this isn't golng to work egainst them.

MR, REYNOILDS: ‘Wé‘ll, I would be very, very heppy if it were 99 percent
and that the one percent didn't sign it for other reasons, because I think that
is the snswer. And I think we should glve serious consideration to recommendipg
t0 the Director thet this paper be made a part of e document everybody signs
from now on out when they enter on duty.

25X1A9a VR. JIl: M. Reynolds, that has been discussed a lot by the Task
Force, and the reason it has not been put in as an EOD procedure is that the
person who enters on duty, by reason of security and a2ll that sort of thing,
can't be expected to know what he is buylng. This is the argument for not
having it, that you can't ask him to sign this and know what he is signing until
" he has been on duty for a year, at leastv, so he will know what CIA is all gbout.

MR, REYNOIDS: I can't believe that.

MR. KIRKPATRICK: Why can't he be given the opportunity to sign it,
with a statement to the effect that he does not have to sign at that moment if
he doesn't want to.

‘MR, BAIRD: In effect the JOT signs just this. Now there is nothing
in the world that is going to meke you hold him if he doesn't want to stay. But
vhen he sgrees to come into the Agency under the Junior Officer Trainee Program
he agrees to 211 of this, but does not really know what he is agreeing to. But
I think legal counsel will say that 1f he changed his mind at a later date,
there is nothing we can do.

MR. REYNOIDS: This isn't an oath. This is an agreement to serve, when

you come into this Agency, anywhere, at any time, and in any job, which 1is a
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perfectly normal cath to take.

MR. BAIRD: Except that you don't know the nature of those Jobs.
25X1A%a MR. - The Task Force did discuss this point and agreed that
certainly the whole process should be made known even in the recruiting
process. So while we didn't specify signing this perticular document, the

thought you have is still there. We certainly sgree that it must be there,
that we shouldn't suddenly confront a guy, after he has given up a job some-
where or come from a college, and say, "This is what we are going to do with
you,"
25X1A9a MR.- This document is unclassified so it can be discussed

with persons not yet cleared, in the recruitment process.

MR. REYNOIDS: I Just hope and pray we don't lose anybody.

MR. KIRKPATRICK: Any other discussion of this Regulation?

25X1A%9a MR. I This would be a Reguletion which it would be asppropriate

for the Director to sign.

MR, KIRKPATRICK: The Director not only must sign but must approve
1t, because this is a major policy step to be taken, and he, %00, will hear
if there are any repercussions.

25X1A9a MR. - Verily.
MR, KIRKPATRICK: Any other questions? We stand adjourned.

. . . The Meeting adjourned at 5:08 p.m. . . .
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